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ABSTRACT 

a This guide is the fifth in a series of eleven 
generated in 1978 as the result cf werkshops that focused on peer 
training, a different approach to teaching. The workshops provided 


together with peers to examine the relationship tetween \their 
specific role group and community education and the ways in. which 
they cculd stimulate their peers to improve role performance and 
effectiveness. This bocklet focuses cn community education as seen by 
systemwide coordinators--persons responsible fcr either all schcols 
within a county or for the activities of several building-level 
coordinatcrs. Topics considered include the respondibilities of the 
position concerning organization and administration, finance, the 
cc#aunity-education program, and its implementaticn; problems and 
benefits derived from the program; evaluation; and training. 
(Author/LD) 
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PREFACE 


This booklet is a result of two three-day Role 
Training and Peer Interaction Academies which were 
held in 1978 and funded by a training grant from 
the U.S. Office of Education, Community Education 
Program. The format for both Academies was design- 


‘ed to focus upon peer training, a method which has 


proven to be a useful teaching and information 
sharing approach. The sessions provided the. 
Opportunity for members of eleven identified role 
groups to work together with peers to examine- 
in-depth: 


a) the relationship between their specific 
role group and community education, and 


b) the ways in which they could stimulate 
their peers to improve role performance 

. and effectiveness. ; 
Material development phases were ‘interwoven with 
both structured and unstructured problem-solving 
activities. The follow-up activities and publica- 
tions of the Role Guide Series were made possible 
from grants by the Charles Stewart Mott Foundation. 

Through a sharing of information, all partici- 
pants gained knowledge. The information shared 
in this booklet is intended for use both by 
experienced individuals and those just entering 
the field. The booklet can help the experienced 
individual to ‘become more aware of additional 
aspects of the role ang of directions being taken 
by others. It can assist the novice in gaining an 
overview of the role as seen by those who have 
worked in thiS capacity. The information also 
can be used as a means for guiding others in®the 
community to gain'a better understanding of the 
role and its relationship to community education. 
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AS SYSTEM-WIDE COORDINATORS, WE BELIEVE 
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believe that” edudation isa “lifelong learning 

PROGRRS . 

believe that the Sieh ahaa has a. 
responsibility to provide a life-long process 
for the taqtal COUMUD IES 


believe thnk tWe-eaueabichal administration has \°' 
.a responsibility to encourage citizen input 
into the edtcational process. 


‘belieye that administrators should develop an 
‘educational climate in all. schools that. 
encourages the: inyolvement of a responsive 
and SOM Rees clientele. 


believe ia people should have apcess to. 4a. 
process that can help them improve their way 
‘Of late. 
We betieve that all social and service. agencies 
. should develop’ a joint planning process and 
work together to ampneys the quality of life 
‘in a community. 


We believe that the e of the system-wide 
cobrdinator will ba to serve as an initiator, 
facilitator, and motivator to develop a 

* support base among ajl community agencies 
and organizations to} serve effectively the 
members of the commynity. 
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INTRODUCTION z 


The role of a system-wide coordinator is a 
_ developing one’ in many communities. As the 
conimunity education concept is adopted by more and- 
more communities -across the nation, there is a - 
growing need to identify ‘the responsibilities and 
functions of the role and to establish. guidelinés. 
for training system-wide coordinators. 
In their discussions, the participants of the. 
_system-wide coordinators’ group used the Pal lowing 
SECLELE ron of . chamun Ley SHUSH LNs « 
¢ ' 
Conmmnnity education seueides an 2 a 
opportunity for people to work to- 7 
_gether to achieve community and 
self-improvement thraugh development 
of a comprehensive and coordinated 
delivery system for providing am ge 
tional, recreational, social,and cultural 
services for all people in a community, 
which promotes the maximum use of existing 
CeEOUngES + both human and:physical. 


Using: this definition as a foundation for 
-@xamining the system- -wide coordinators’ role, 
tHe: participants were faced with the immediate 

roblem of determining the answer to the question 
3! "Who is a system-wide coordinator?" , Depending 

n the individual -community situation, a system- 
wide coordinator could be one. person responsible 

for all schools within a county or political 
division'OR one person responsible for overseeing 
the activities of several building-level coordi- 
nators within the county or political division. 
The respdnsibilities are. somewhat different in 
each situation. , .- 

- Another defAnition problem arose because the 


‘| responsibilities seemed to vary according to the 


' developmental stage of the community education 
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project. At different points of time and in 


varying situations, the ayatelrwide sOOmHAnaEOe 
was perceived to be: 


a contact person _ a planner ' 

a facilitator ‘ “a staff developer. 

-a motivator a decision maker , 

an initiator ; an innovator. ; : 


The discussions of the participants eventually 
’ produced a general consensus regarding the respon- 
sibilities of the role in either™*situation and: 


regarding both the development and BPE TCS Hon 
of _Pommuna ty education. 


| . + RESPONSIBILITIES OF THR ‘POSITION | 


. 


There are recognized competencies, skills, and . 
characteristics that must be possessed by a system- 
wide coordinator if he/she is to be effective in 
the position. In addition to knowledge, experience, 
and an out-going personality, other qualities which 
should be present were identified as: 


@ Leadership ability 
@e Communication skills 
@ Decision-making skills 


» @ Inter-personal skills ; 


@ Administrative skills 


@ Understanding and awareness of the role 
and purpose of the position r 


@ Demonstrated commitment to the community 
education concept 


the degree to which each of the above ,skills 
and charactéristics is utilized depends on varying 
aspects of the system-wide coordinator position. 
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_ For this reason, the participants divided the role 
into three major areas: organization and admini- 
stration, finance, and program and examined the 
responsibilities of each area. 


Organization and Administration 


The most. important responsibility identified 
within this: area is’ gaining a_ thorough 
knowledge of “the community.: Gaining the knowledge 
can be accomplished through talking to community 
members, acquiring all available demographic data, 
and spending time in the community. Other respon-__ 
sibilities. in this area include: 

o ‘Development of long and short range 

goals and objectives ‘for Separ linen’ 
or. program i 


““@ Development of a communication network 
. (inter-affice - intra-system - inter- 
agency - public) 


_ @ Development of forms/handbook/guidelines/ 
"reporting and record keeping procedures 
@e Development of personnel management 
“tools including: 


Written job descriptions 
Hiring or selection process 
Personnel goals and objectives 
Training process 

Supervision procedures 
Evaluation process 

Leadership style 


@ Development of citizen participation and 
involvement opportunities including: 


Procedure for organizing and developing 
advisory councils 
Procedure for recruiting and using 


voluntéers 
Procedures for registering program 
participants 


% 


Finance 

’ The adgeen related eet Soe are 
extremely important to an accountable, fiscally- 
sound operation. Responsibilities include: 


e Development of a process for budgeting 
(data gathering and presentation) 


Development of revenue sources (local, 
state, and federal) 


Development of éxpertise in grantsman- 
ship and proposal development 


Establishment of management procedures 
for cash flow 


Development of procedures for assuring 
accountability through evaluation 
(program and cost analysis) 


Program 
‘The responsibilities identified by system- 


wide coordinators as being related to the program 
are: 


Development of a management process model 


Development and organization of on-going 
decision-making strategies 


e Development of a process for Program 
‘development 


{ Organization of an on-going needs assess- , 
ment process which includes assessment of: 


Citizen needs/resources 
Own agency or institution needs/resources 
Other agency or institution needs/resources 


@e Development of a program evaluation process 


10 | 0 


@*® 
Development and Implementation Steps 


In examining the functions of a system-wide 
coordinator who develops and implements a 
community education project, the members of the 
role group began from the premise that although 
each community is unique, almost no community 
begins from ground-level-zero. They identified 
the following steps which are suggested only as 
keys to focus thoughts: The steps are not meant 
to comprise a development and implementation 
strategy and are not meant to be considered 
sequentially. The steps are: 


1) Plan community awareness activities 
regarding community education concepts 
and opportunities including contacting 
media, planning public relations 
activities, and meeting with key people 
and groups. 


2) Secure board or policy-making body 
approval. 


3) Gain an understanding of the goals of 
school and/or potential partner 
agencies who assist in meeting 
community needs. 

4) Plan and conduct professional and 
citizen needs assessment of both 
needs and wants and available 
resources to meet needs. 

5) Develop plan of operation. 

6) Select personnel. 

7) Develop advisory and inter-agency councils. 


8) Begin pilot programming. 


Explore funding sources. 


11 
I] 


It is a well-accepted fact that community 
-change can be a long and often slow process. Thus, 
it should be remembered that these steps will take 

a period of time to accomplish and that the order 
in which they are accomplished will vary depending 
on the community. However, several strategies were 
identified which have been employed to assist in 
implementing the steps. Listing thg@ge strategies 
is intended only to indicate possible approaches 
and not to be all inclusive. The strategies to 
assist implementation include: j . 

@ Research all possible sources of 
information: studies, surveys, city 
plannérs, census studies, system goals 
and objectives, history, funding sources, 
public attitudes. 


@ Develop a master plan including all 
activities necessary to accomplish 
assigned tasks. 


e Gain approval of superintendent and 
other key administrators for plans. 
Study the school board and their 
procedures and when time is appropriate, 
make a presentation to the board with 
the superintendent's advice and help. 


@ Organize all forms of communication, 
including media (newspaper, newsletters, 
radio, T.V.), workshops, and public 
speaking at agencies or organizations 
and clubs. 


@ Plan in-depth conference workshops 
and visitations and use consultants 
to help develop skills for lay leaders 
and community groups. 


The role group participants emphasized the 
importance of both formal and informal communica- 
tions in implementing a community education project.:< 
They believed that establishing good communications 
was especially important if a system-wide coor- 
dinator was to gain the broad stpport base 


ee. 
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necessary_ “for developing and implementing a ee 
.comprehensive community education project. 


; Positive, two-way communication should be 
* established to facilitate the development and 


continuation of positive BEDEOTE from the follow- 


‘ing groups: 


School Board - Administration » 
In-House ‘Agency 
Commun tty ‘. 


b ’ 


A number of support, ‘agencies which may be. 


- enlisted ‘ to help buil support base and to 
- identify needs and sources of a given coma 


also were adentaried. .including: . 


~ Cooperative rionelon Juvenile Services - 
Private Foundations * Social Services. | B te 


F.C.C. (radio) ti Recreation Departments ~ 
Voter ‘Registration ' Community Action 

Public Libraries - Colléegés (both community. 
Churches and four year) r ss 


United ‘Way Planning Commissions 


EVALUATION 


° 


The participants of the system-wide coordina- 
tor role group gecognized the need for evaluation. 
They believed that evaluation should, indicate to 
what degree goals and objectives are being met 
. and insure that the stated goals reflect the 
community’ needs. They noted that the areas of 
- process evaluation and needs assessment present 
‘problems for many system-wide coordinators. In 

the process evaluation, problems arise in estab- 
lishing a vehicle and a "process" for process 
evaluation. In the case of needs assessment, the 
problem is often a lack of knowledge of how to 
make -it an on- going process which is technically 
sound. — 

In addition, other reasons considered 
important for conducting evaluations include: 


@ To improve ‘performance of staff 


e To justify futuré funding and establish 
* cost effectiveness ' 


@e To modify the program as necessary ~ 


e To plan future direction and establish 
long and short range goals 


e To insure personal feedback from staff 
and pe saa 


e To modify and improve the training 
process based on results of training 
sessions. 


@ To increase public relations and aware- 
_. ness through dissemination of the 
~ evaluation results. 
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It was.noted that evaluation is one area 
where the majority of community educators, what- 
ever their position, have had little>or no 
training. Because of this fact,. participants 
indicated the belief that system-wide coordinators 
should accept the'responsibilities of providing 
their staff with proper training in conducting 
evaluations and of making trained staff available 
when feasible to assist in developing assessment 
instruments and in conducting evaluations. 


~~ 


BENEFITS AND PROBLEMS 


For a system-wide coordinator to make a _ 
commitment to the program and to the long and often 
frustrating days, there must be rewards or benfits 
for that individual. Members of the system-wide 
coordinator role group believed that they had 
‘benefited directly through increased status in the 
community and through recognition with the accomp- 
anying promotions and increased financial reward. 
The indirect benefits that were mentioned include: 


@ Personal growth and satisfaction 
e Increased knowledge of their own community 


@ Reservoir of information accumulated 
regarding community education and other 
agency workYrngs 


z . 
e Travel within their region and attendance 
at conferences and/or conventions 


@ Opportunities to réad proposals for funding 
at both the state and federal level 


@ Opportunities to serve as consultants for 
other developing programs 


The majority of system-wide coordinators were 
based within a school system. When they were asked 
to compare the perceived advantages and disadvant- 
ages of both a school-based model and a jointly- 
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based model, the following resulted: 


x 


; Slow implementation 
based use of school — Adherence to teacher 
model facilities Salary scale 
, | Maximum use of tax Frequent lack of 
dollars flexibility. 
| More opportunities Lack of multi-agency 


to bring community  -involvement 
into the schools 
Better source of 
staff 
Better delivery 
system 


Jointly-]| Maximum use of 


based | services Turfism 

model Easier’ to pool © Mixed responsibili- 

(school resources for ties for account- 
and evaluation ability 


agency) | More flexibility Too many chiefs 


Politics Community education 
Avoidance of dup- . K-12 role 

lication 
Broader ownership 


No program is without problems; however, no 
problems were regarded by the system-wide coordi- 
nators as being insurmountable if addressed in a 
logical and organized fashion. The major problem, 
and one that is mentioned most often, is that df 
"turf." Politics, jealousy, and special interest 
groups can all be inciuded in this problem. 

A strategy suggested to overcome turfism | 
centers around the development and structuring of 
aS frany opportunities as possible for people to 
work together. The process of bringing agency 
and organization representatives together to work 
in a cooperative/collaborative manner is one that 
requires a great deal of time, ability, and insight. 
The process can be facilitated through joint work- 
shops, conferences, and meetings, and social events 


a Se 
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~ and by having one-to-one. discussions as often as 
possible. 
Other problems that may arise could be due to: 


e. 


Improper planning on the part of the 
coordinator or one of the staff.. 


Communication breakdown among any of the 
involved persons, agencies or organizations. 


Lack of time which relates either to improper 


‘planning or an unrealistic time-frame. 


Failure to reach the target population 


’ (sociological barriers). 


Politics, which relates to the failure to 
identify or work-within both the formal 


' and informal power structures. 


| 
Financial, considerations related to both 
"soft" and "hard" money. 


Lack of waneare Front principals, custodians, 
staff, and support personnel in the public 
school or community facility. 


Sole-planning and sponsorship of programs, 
activities, or related functions which 
should be qospely: planned with other 
agencies. 


TRAINING 


There is a recognized need for training those 
‘serving as system-wide coordinators. Most train- 
ing now comes from practical experience,and a 
system-wide coordinator is forced to function 
based on personal commitment and/or on the 
experience accumulated in prior positions. There 
‘is a need to develop training strategies which. 
include opportunities for exchanging ideas and 
learning from others' experiences. 

The main strategy suggested for working with 
and training others in the role of a system-wide 
coordinator centered around planning as many 
workshops as possible over a reasonable period 
of time in order to promote and facilitate an 
exchange of ideas. Through these sessions better 
role definitions should emerge which will make 
it easier for others in the future. Experience, 
involvement, and participation were the words 
used most often by the coordinators when consid- 
ering future training strategies. 

The following training format was proposed by 
the participants of the system-wide coordinators 
role group: 


Purpose: To develop strategies for system- 
. wide coordinators to MIPEOVE their 
role performance. 


1. Assessment of the role group‘s needs 


2. Establishment of agenda: narrow task, ‘ 
identify priorities within the task s 


a. development of goals 

b. development of objectives ? 
c. development of strategies 

‘d. development of resources 

e. development of evaluation criteria 
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3. Selection of specific eevinighews: role 
playing, energizers, ice breakers, 
sensitivity training, selection of films 
and t&pes,:. awareness activities, brain- 
storming, resources; personalities, on- | 
going pracess: evalat sony unstructured 
CINGy sie dnenws 


4. Implementation: 
eee a. Initiation (awareness) 


1. community involvement and 
. organization (advisory councils, 


etc: } 
a. B12 enrichment ° (volunteers, 
- * local resources, etc.) 


4 3. extended school day (adult edu- 
cation, recreation, senior 
citizen, etc.) 

4 interagency (council, etc.) 
5. facility use and management 
6. cOmmunity development 


b. - Maintenance (specific training needs 
and skills) 
_ le l. time management 
2 human relations 
3 resource development 
4 program planning 
5. budgeting and finance 
6 
7 


e 


- needs assessment 
communications 
* 8. funding sources 
9. - evaluation process 
10. coordination skills 
; ll., political relations 
_ 12. group process 


5.+ Formative Evalyation: Development of a 
- process to monitor progress of activities 

and their effectiveness and review pro- 
‘cedures to determine needed modifications. 


6... Summative Evaluation: Development of a . 
*performance appraisal of SySton=wides 
coordinator by role group. 
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_ FUTURE DIRECTIONS 
i” ; | 
The participants of the system-wide coordina- 
‘ tors' role group were anxious to insure that the 
direction taken’ in the future would be one of 
moving:.into and involving the entire community. 
More interagency involvement was seen aS a 
necessity as well as more effective community 
involvement. With increased interagency involve- 
» . Ment and commitment,.the system-wide coordinators 
anticipate that a more ,coordinated human service 
_ delivery system will evolvé in addition to the 
establishment of "one-stop shopping centers" for 
human services. 
Other directions, innovations, or changes” which 
they would like to see occur, include: * 


@ More involvement in K-12 programs by ; 
community members 


Increased focus on lifelong learning, 
vocational careers,and literacy 


Better training programs and materials 
for system-wide and building-level 
personnel 


More supportive legislation and appfop- 
ELOELONE, both state and federal 


Several strategies were identified by] system- 
wide coordinators which can influence or] impact 
these changes. . The main strategy was bagbed on a 
coordinator assuming the role of a facilfitator. 
Joint planning of projects and deve lopme t of 
working relationships with other agencieB and 
organizations will result in increased ifhvolve- 
ment and understanding of the community Pducation 
concept by partner agencies. Increased Bharing of 
information regarding successful progra through 


local, state, and national newsletters and other 
publications also will help bring about changes. 
Future growth also will be facilitated as 
system-wide coordinators become more aware of 
the political process and power structures under 
which their program operates. System-wide 
coordinators must accept the fact that community 
education has to work within ‘the’ political and 
policy-making system if it is going to have a 
lasting. impact on the community. 
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